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ABSTRACT 

Competent school administrators should keep 
up-to-date on areafr of information relating to their field and might 
find useful the following 12 most important elements in a performance 
accountability code for school executives: strive for fair and 
equitable treatment of the staff; make competence and performance the 
key to promotion; make decisions without undue delay; be consistent 
and do not vacillate; delegate responsibility and support those to 
whom you delegate; be understood; keep your word; find time to show 
concern for misfortune ^ to commend excellence ^ and to offer 
encouragement during stress and difficulty; be warm and human and 
operate with the smallest possible ego; follow through and remember 
significant details; admit your errors; and hear all sides when a big 
decision is coming up. Perhaps the most crucial test of a 
superintendent. s competence today is his or her ability to resolve 
issues in the face of hostility ranging from innuendo to threats of 
physical violence. There are three steps that can be taken to cope 
with hostility. (Author/IRT) 
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As I TTHOUGKr ABOUT WE TOPIC OF W ADDRESS TODAY ~ "SUCCESSFUL ScHOOL 

Administration: The Characteristics Of Competence" — I decided to see 

WHAT THE DICTIONARY SAYS THE WORD "COMPETENCE" MEANS. WhAT I FOUND WAS 
BOTH SURPRISING AND PROVOCATIVE. 

One MEANING^ THE ONE WITH WHICH WE ARE ALL FAMILIAR^ IS "ABILITY; 
skill; FITNESS." BuT THAT IS THE SECOND MEANING. I WAS STRUCK BY THE 
ElESI MEANING^ WHICH IS "SUFFICIENT MEANS FOR ONE'S NEEDS OR FOR A 
COMFORTABLE EXISTENCE." 

Either I have a different idea of the word than the dictionary 

MAKERS HAVE^ OR I. HAVE USED THE WRONG WORD. Or PERHAPS THE WORD HAS COME 
TO HAVE A MEANING DIFFERENT FROM WHAT IT HAD IN THE PAST. In aNY CASE^ 
WHAT BOTHERS ME.MpST ABOUT THE FIRST DEFINITION IS THE IDEA THAT 
COMPETENCE EQUATES WITH- COMFORT. If IT DOES^ THEN WE SURELY NEED 
SOMETHING MORE THAN MORE COMPETENCE IN SCHOOL ADMINISTRATION TODAY. 

Perhaps I should have chosen to talk about the characteristics of 

LEADERSHIP IN SCHOOL ADMINISTRATION. BUT THERE ARE PROBLEMS ASSOCIATED 
WITH THIS TOO^ PARTICULARLY IN ITS CONNOTATIONS OF GREATNESS. 
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Historian Alun Nevins wrote an article some years ago titled "Is 
History Made By Heroes?" He told about one William Laud^ a highly 
unpopular 17th century Archbishop of CAm"ERBURY^ who was put on trial 
for "mEAS0N_. Laud was able to prove his innocence of treason^ 
but then his accusers said he should be put to death anyway because 
he had committed so many minor crimes that^ added together^ they 
amounted to treason. 

The Archbishop was outraged. 'This is the first time in my 

life/' he roared^ "that I EVER HEARD MEN DECLARE THAT 200 BLACK CATS 
MAKE ONE BLACK horse!" 

The Archbishop was beheaded^ but his remark lives on in 

THE RELATIONS BETWEEN BIOGRAPHY AND HISTORY. In NeVIN's WORDS: 

Anyone can make an interesting experimental 

APPROACH to history BY TAKING A VOLUME OF THE 

Dictionary of American Biography and" reading " 

SEVERAL ..HUNDRED PAGES. He WILL QUICKLY PERCEIVE 

imij MUCH AS America has owed to its great 

MEN^ IT owes INCOMPARABLY MORE TO A HOST OF 

useful men who achieved a lesser distinaion. 
Indeed^ any student of history must be 
troubled by the deceptive legends that gather 
about a few towering names. 
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What is true of Pmerican history in general is no less true of the 
HISTORY OF American education in particular. Indeed^ the sin of 
self-aggrandizement may be especially prevalent in education. One 
researcher systematically analyzed biographies for an investigation 
INTO "The Great [Ian Approach to the Study of American -Educational 
Leadership." He found that the number of i?iUiQBiOGRAPHiEs was 

striking — THAT "PEOPLE IN EDUCATION HAVE WRITTEN ABOUT THEMSELVES 
TO A DEGREE EQUAL TO IF NOT GREATER THAN THE AMOUNT OTHERS HAVE 
WRITTEN ABOUT THEM." 

In OVEREMPHASIZING THE SPECIAL ACHIEVEMENTS OF THE FEW^ IN ANY 
FIEUD OF ENDEAVOR^ WE FAIL TO GIVE CREDIT TO THE MEN AND WOMEN OF 
LESSER DISTINCTION WHOSE CONTRIBUTIONS PROBABLY ACCOUNT FOR NINETY-EIGHT 
PERCENT OF THE SUCCESS IN THAT AREA. THEREFORE^ I CALL FOR THE 
EXERCISE OF SOMETHING PERHAPS LESS THAN GREAT LEADERSHIP BUT CERTAINLY 
MORE THAN MERE COMPETENCE BY SCHOOL ADMINISTRATORS. 

Before I get into specific techniques of school admini strati on> 

I WANT TO CALL ATTENTION BRIEFLY TO FOUR AREAS IN WHICH I 

THINK IT IS ABSOLUTELY ESSENTIAL THAT SCHOOL ADMINISTRATORS KEEP 

THEMSELVES POSTED WITH THE MOST UP-TO-DATE INFORMATION. 
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EmSI* THE AREA OF ADMINISTRATION IS MUCH WIDER AND MUCH 
MORE COMPLEX TODAY THAN IT WAS WHEN I ENTERED 'THE FIELD OF SCHOOL 
ADMINISTRATION. ToDAY's SCHOOL EXECUTIVE MUST BE WELL VERSED IN 

education law^ the rights of privacy^ collective bargaining^ and many • 
other issues we did not have to worry ae^ t in the past. how many of 
us are familiar with the language of the family education rlgkts ar>id 
Privacy Act of. 197^^ for example? This act is directed to every 
education institution receiving federal money^ and failure to comply 
with it may result in the withholding of federal funds. 

SECQNIL LEST WE OVERLOOK THE OBVIOUS^ LET ME MENTION THAT 
INEXHAUSTABLE fountain of the INFORMATION KNOWN AS CENSUS DATA. A 

great deal of what is happening. in the united states is told in those 
figures^ and it is particularly important for school administrators 
to be aware of the latest demographic changes. 

Third, as our ever-increasing technology continues to shrink the 
time zones of the world^ we need to recognize our global interdependence 

and ATTEMPT TO GAIN SOME UNDERSTANDING OF THE FORCES AT WORK BEYOND OUR 
BORDERS. It is OUR RESPONSIBILITY TO EQUIP YOUNG PEOPLE WITH THE 
KNOWLEDGE AND SKILLS THAT WILL ENABLE THEM TO LIVE AS CITIZENS OF THE 
WORLD. 
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FOURTTH. AGAIN PERHAPS OBVIOUSLY^ I WANT TO EMPHASIZE THAT SCHOOL 
ADMINISTRATORS MUST KEEP ABREAST OF GENUINELY NEW TECHNIQUES AND 
MATERIALS OF TEACHING. ThERE IS SUCH A THING AS FASHION IN LEARNING^ 
JUST AS IN CLOTHES OR HAIR STYLES^ BUT WE HAVE TO BE MORE CAREFUL 
THAN EVER TO AVOID SLICK HUCKSTERISM IN MARKETING EDUCATION. It IS 
THE SCHOOL ADMINISTRATOR'S JOB TO BE BOTH RESPONSIVE AND RESPONSIBLE 
IN SURVEYING NEW APPROACHES. 

IkM LET ME TALK ABOUT SOME VERY SPECIFIC MANAGEMENT TECHNIQUES 
THAT I THINK CAN BE USEFUL TO SCHOOL ADMINISTRATORS. ThEY HAVE TO DO 
WITH PERFORMANCE ACCOUNTABILITY. HeRE ARE THE TVIELVE MOST IMPORTANT 

elements to a performance accountability code for school executives, 
i have found these twelve items to be important in my own career and 
in the careers of others: 

1. Strive for fatr and equitable treatmf.nt of the staff . Be 
constantly careful about showing favorites and favoritism. 

2. r^AKE COMPETENCE AND PERFORMANCE THE KEY TO PROMOTION . 

Make sure that the other administrators in the system follow this 

PRINCIPLE. It is easy to look to FRIENDS AND CLOSE ASSOCIATES 
WHEN A NEW APPOINTMENT IS ABOUT TO BE MADE. ThE EMPHASIS UPON 

objectivity and performance accountability should carry over 
into the matter of making promotions. 

3. Make decisions without undue delay . Be sure that your 

DECISION IS defensible AND THAT THERE IS A SOLID BASIS FOR IT^ 
AND THEN ACT DECISIVELY? 
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^. Re consistent and do not vacillate . Show your ability to make 

DECISIONS IN THE FACE OF PRESSURE. Be SURE YOU ARE RIGHT^ AND THEN 

BE FIRM. Leadership requires decisiveness. Vacillation and delay 
will destroy respect and erode leadership authority.. 

5. Delegate responsibility and support those to whom you 
DELESAIE. Let others make decisions. Enhance their decision making 

CAPACITY BY GIVING THE BACK-UP AND AUTHORITY NECESSARY FOR DECISION 
MAKING. Be CONSTANTLY COGNIZANT OF THE DECISIONS THAT YOU MAKE AND 
CONSTANTLY DELEGATE TO UNIT HEADS THAT AUTHORITY A^D RESPONSIBILITY 
THAT WILL ULTIMATELY MAKE THE UNIT MORE EFFECTIVE. 

6. Be UNDERSTOOD . SaY what you MEAN^ AND MEAN WHAT YOU SAY. 

Be direct^ avoid wordiness^ and make sure that your administrative 
pronouncements are unambiguous^ concise^ and straight to the point. 

■ 7. Keep your word . Do not overpromise. Don't "cry wolf," 
When you express concern or anger over a matter make sure that 

IT IS worthy of the emphasis it is GETTING. We ARE ALL JUST AS 
SMALL AS THE THINGS WE WILL LET BOTHER US. ThE CHIEF EXECUTIVE 
MUST CONCERN HIMSELF ABOUT LARGE MATTERS AND SHOULD NOT "CRY 
wolf" about small AND INCONSEQUENTIAL ITEMS NOT WORTHY OF HIS 

stature or position. commitments that are made must be kept. 
That is why it is important to keep your word and avoid over- 
promising. If the COmiTMENTS OF the CHIEF EXECUTIVE ARE ALWAYS 
MATCHED BY PERFORMANCE^ A FINE PRECEDENT FOR THE ENTIRE 
INSTITUTION WILL EXIST. • 
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8. Find time to show concern for misfortune, to ccfmend excellence. 

AND TO OFFER ENCOURAGEMENT DURING STRESS AND DIFFICULTY. ThIS 
•mOUGKTFULNESS WILL GO A LONG WAY TOWARD BLHLDING THE CREDIBILITY AND 
IMAGE OF THE CHIEF EXECUTIVE OFFICER. OfTEN TOO LITTLE TIME IS INVESTED BY 
THE CHIEF EXECUTIVE IN OFFERING ENCOURAGEMENT A^ COMMENDATION. ThE 
CHIEF EXECUTIVE SHOULD MAKE SURE THAT HE TAKES THE TIME TO CARRY OUT 
THIS VERY IMPORTANT MORALE-BUILDING RESPONSIBILITY THAT IS HIS AND 
HIS ALONE. 

9. Be WARM AND HUMANE AND OPERATE WITH THE Sf^ALLEST POSSIBLE EGO. 

Have a big heart and an open mind as you deal with your colleagues. 

10. Follow THROU GH AND REMEMBER SIGNIFICANT DETAILS . SORT OUT if 
the significant from the less significant and keep your mind FILLED 

ONLY WITH THE LARGER DETAILS AND FACTS. Be SURE TO FOLLOW THROUGH 
AND TO PERFORM IN SUCH A MANNER THAT OTHERS WILL KNOW THAT YOU ARE 
GOING TO FOLLOW THROUGH AND CHECK UP ON THE CONCLUSION OR 
CULMINATION OF ANY SUBSTANTIVE MATTER THAT OCCUPIES YOUR ATTENTION. 

11. Attmtt YOUR ERRORS . AdMIT THEM OPENLY AND FORTHRIGHTLY. 

Assume the full blame for your wrong decisions and don't take too 
much credit for the right ones. 

12. Hear all sides when a big decision is coming up . Be sure 

TO hear the VIEWS THAT ARE OPPOSITE FROM YOUR OWN. WeIGH EVIDENCE 
CAREFULLY AND LET IT BE KNOWN THROUGHOUT YOUR ORGANIZATION THAT 
YOU WILL LISTEN TO OTHERS AND HEAR ALL SIDES BEFORE MAKING A 
DECISION. • 
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Any school administrator vmo accepts the responsibilities of 

LEADERSHIP AND TAKES THE ACTIONS NECESSARY TO KEEP A SCHOOL SYSTEM 
ALIVE AND RESPONSIVE CAN BE CERTAIN TODAY THAT NO ACTION WILL GO 
UNCHALLENGED. AnD AS OFTEN AS NOT THE CHALLENGE WILL BE PUBLIC^ 
AGGRESSIVE^ AND OVERTLY HOSTILE. 

We CAN DEPLORE CONFRONTATION^ BUT THE FACT IS "mAT "RoBERT's RuLES 

OF Order" is not in great demand today^ and it is not entirely irrelevant 

THAT A BOOK CALLED "WINNING THROUGH INTIMIDATION" IS ON SOME BEST-SELLER 

LISTS. Perhaps the most crucial test of a superintendent's competence 
today is his or her ability to resolve issues in the face of hostility 
ranging frqm innuendo to threats of physical violence. 

The first step in making progress in a confrontation situation is 

TO anticipate it — TO KNOW YOUR COFMUNITY VELL ENOUGH TO PREDICT WHICH 
SPECIAL INTEREST GROUP IS LIKELY TO REACT TO YOUR ACTION AND IN WHAT 
WAY. ThIS^ of course^ MEANS THE ADMINISTRATOR MUST BE ABLE TO APPRAISE 
THE PROBABLE EFFECTS OF HIS O'WN ACTIONS WITH A TRULY PROFESSIONAL 
DETACHMENT. It IS DIFFICULT TO ADMIT THAT A CHANGE IN CURRICULUM OR THE 
CLOSING OF A SCHOOL REALLY DOES HURT SOME PEOPLE AFTER YOU HAVE DECIDED 
TO CHANGE IT OR CLOSE IT FOR THE BENEFIT OF THE WHOLE SYSTEM. TRUSTED 
ADVISORS ARE INVALUABLE TO AN ADMINISTRATOR SEEKING TO GAIN THIS 
OBJECTIVE VIEW OF HIS CWN ACTIONS. 
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SeCONDLY^ do not assume because the situation is hostile "AT© ^ • 

CQMBATIVE THAT THE OPPOSITION MUST BE VANQUISHED. ThE IDEAL OUTCOf^E 

is reconciliation and^ impossible as it may appear at times^, that 
door must be kept open. a special coou^jess is required to avoid the 
hasty action which might quiet the opposition but leave a festering 
wound in your community. 

The public confrontation focuses the attention of the community^ 

AND IS often planned FOR THAT PURPOSE. I HAVE OFTEN HEARD SUPERINTENDENTS 
COMPLAIN THAT THE NEWSPAPERS^ TELEVISION^ AND RADIO SEEM INTERESTED IN 
REPORTING ONLY TROUBLE^ THAT THEY ARE NOT INTERESTED IN REPORTING THE 
GOOD AND CONSTRUCTIVE THINGS THE SCHOOLS ARE DOING. WhILE lUlS MAY NOT BE 
COMPLETELY TRUE^ CONFRONTATION DOES MAKE UB'iSj AND HEADLINES ENCOURAGE 

MORE OF THE SAME. 

In a confrontation the focus is not only on the COMPLAINTS OF THE 
PROTESTERS^ BUT ALSO ON THE RESPONSE OF THE SCHOOL ADMINISTRATION. IF 
YOUR CAUSE IS JUST^ IF THERE IS A GENUINE COmUNITY INTEREST AND 
EDUCATIONAL PURPOSE IN 'THE ACTION WHICH IS BEING PROTESTED^ YOUR 

opponents may have created for you the opportunity to make the 
comunity aware of what you are trying to do. you must be able jo state 
your case succinctly and forcefully^ and i would advise that you do so 
with utter candor. 

Broad community support is the only defense against the pressures 

OF SPECIAL interest GROUPS^ AND THAT SUPPORT REQUIRES FIRST AN INTEREST 
IN WHAT YOU ARE TRYING TO ACCOMPLISH AND THEN AN UNDERSTANDING OF THE 
ACTIONS YOU ARE TAKING. YoUR BEST CHANCE FOR GAINING SUPPORT MAY COME 
AND GO IN THE HEAT OF A CONFRONTATION. 
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AbOVE ALU REMEMBER THAT^ WHATEVER THE NATURE OF THE ATTACKS ON YOU 
PERSONALLY^ YOU ARE FUNCTIONING AS THE REPRESENTATIVE OF THE COmUNITY 
AND ARE SEEN AS SUCH BY YOUR OPPONENTS. YoU MAY BECOME ANGRY^ DEFENSIVE^ 
AND EVEN DESPAIRING^ BUT A PLAN OF ACTION WILL HELP YOU TO AVOID THE 
UNPRODUCTIVE ACTIONS THESE EMOTIONS MIGHT PROMPT. ■ WoRK CONSISTENTLY 
TOWARD BROAD COWUNITY UNDERSTANDING AND SUPPORT AND TOWARD A RECOGNITION 
BY-TWE PROTESTING GROUP OF ITS PART- INTEREST IN THE WELFARE OF THE WHOLE 
COmUNITY. 

While I have addressed myself to the question of how to be a good 

SCHOOL administrator^ ANOTHER AUDIENCE MIGHT ASK ''WHY WOULD ANYONE SEEK 
SUCH A RESPONSIBILITY? " I CAN't BEGIN TO TOUCH ON ALL THE REASONS^ BUT 
I BELIEVE THE BEST EDUCATION ADT-IINISTRATOR IS A PERSON WO THINKS EDUCATION 
IS IMPORTANT AND HAS STRONG VIEWS ON HOW THE GREAT RESOURCES OF A SCHOOL 
SYSTEM CAN BE MANAGED TO STIMULATE AND ENRICH THE LIVES OF STUDENTS ~ 
A PERSON WHO HAS A PLAN. 

An EFFECTIVE PLAN jS NOT A FIXED STAR ON A DISTANT HORIZON^ BUT A 
LIVELY AND CHANGING ASSESSMENT OF THE NEEDS OF STUDENTS Af© THE APPLICATION 
OF TIME^ TALENT AND MATERIALS TO MEET THOSE NEEDS. A SCHOOL SYSTEM IS 
KEPT ALIVE AND EXCITING BY CONSISTENTLY EXAMINING WHAT IS BEING DONE^ 
PUNNING HOW TO DO IT BEHER^ IMPLEMENTING THE PLANS^ AND MEASURING 
HOW WELL YOU HAVE SUCCEEDED. 



The effective school executive is constantly functioning in 
THE plan-implbcnt-evaluate-revise cycle^ and the organization which participate 

in this cycle is CONSTAm"LY RENEWED AW INVIGORATED. WITHOUT THIS 
PROBLEM-SOLVING AND ORGANIZATION-RENBVING ORIENTATION^ THE SCHOOL SYSTEM 
WILL BECOME STALE AND ITS PROBLEMS WILL LINGER TO SmiHER NEW 
INITIATIVES. 

To DELIBERATELY AND SYSTEMATICALLY SET IN MOTION A MECHANISM WHICH 
ASSURES THAT YOU WILL BE GRAPPLING WITH THE THORNIEST ISSUES IN EDUCATION 
TAKES CONFIDENCE AND GUTS. BUT IT IS ALSO THE SAFEST AND MOST CAUTIOUS 

PATH. Thorny issues arise whether an administrator chooses to confront 
them or not and^ if he has not established a system to evaluate and 
solve problems with the full resources of the school system and the 
support of the comunity^ he must meet crises alone and unprepared. 
There may be a tragic heroism in such a posture^ but it is not leadership. 

We mY BE ASKING A LOT OF OUR SCHOOL ADMINISTRATORS. ThEY MUST BE 
SCHOURLY AND PRACTICAU HOLDERS OF BROAD VIEWS AND CONNOISSEURS OF 
ADMINISTRATIVE DETAIL, SOCIAL IDEALISTS AND PRACTICAL POLITICIANS^ 
DECISIVE^ PATIENT^ EXACTING^ FORGIVING^ ARTICULATE^ DIPLOMATIC. 

We ask a LOT^ but I don't believe it is too much for the men AND WOMEN 
IN WHOM society PLACES SO GREAT A TRUST AS THE CHIEF ADMINISTRATIVE 
officers of our SCHOOL SYSTEMS. • ' 
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